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OFFICE OF THE CHANCELLOR
2100 CHESTER AVENUE
BAKERSFIELD, CA 93301-4099
(805) 395-4104

KERN COMMUNITY COLLEGE DISTRICT

September 4, 1996

Dr. James Young, Chancellor
Kern Community College District
2100 Chester Avenue
Bakersfield, CA 93301

Dear Dr. Young:

This Information Technology Plan for the Kern Community College District is submitted to you by
the Information Technology Task Force (ITTF) after two years of meetings, drafts, modification, and
refinements.

The major sections of this Plan are the result of broad participation including the dedicated work
of ITTF, input from the Colleges, and frequently from the Chancellor’s Cabinet. I am satisfied that this Plan
is a good starting point for accomplishing the Mission of Information Technology. To illustrate the dynamic
nature of this Plan, changes are being proposed even at this early date. It is my belief, shared by ITTF, that
proposed changes will continue to be made, and some of them adopted. However, it is our strong
recommendation that changes be made only after appropriate due process.

The major thrust of this Plan is to put in place a District-wide, integrated approach to the
development of Information Technology. Sharing of personnel, facilities, equipment, and ideas is
“emphasized. Coordination of a District-wide effort is called for using a participative, consensual approach.
Appropriate training is an integral component that is recommended in many places.

The implementation of this Plan should be closely monitored, and the recommended biennial
evaluation should become a major effort.

My office is prepared to give this Plan wide distribution within the District and perhaps beyond.

Respectfully submitted,

JIC/ccm

cc: ITTF

JAMES C. YOUNG, CHANCELLOR

BAKERSFIELD COLLEGE 1913 * CERRO COSO COLLEGE 1974 * PORTERVILLE COLLEGE 1927
ERIC “PROVIDING EXCELLENCE IN EDUCATION"
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Information Technology

Introduction

A. Rationale for an Information Technology Plan

Information Technology, as used throughout this document, refers to all
communications technologies including, but not limited to, voice, data, and video used to
enhance student learning and services, support the productivity of faculty and staff, and
contribute to management effectiveness. This broad definition encompasses a technology
that is difficult to describe because it is ever changing, and at a very rapid pace.

In planning for the effective use of information technology in a college environment,
it is important to operate within a frame of reference that acknowledges the dynamics of
change. Plans, once drawn, are not static; they must be firm enough to move the
enterprise along in an orderly manner, and flexible enough to respond not only to technical
advances but also to new configurations and methods related to instruction and services
to students and staff.

On a spectrum that runs from “no plan” at one extreme, to rigid bureaucratic
“regulation” at the other extreme, colleges must find a middle ground where creativity is
encouraged, and where reasonable responses can be made to changing technology. Not
an easy assignment!

Most large, complex organizations cannot function effectively with “no plan.” “No
plan” in a large college environment would probably lead to unnecessary and expensive
duplication, and an unevenness of quality of services that would reward the most affluent
or the most aggressive. Equity for students and staff demands a more even-handed
approach to developing information technology. This need is made more compelling in a
multi-college district where the aim is to provide quality education and services to students
no matter where they are located.

Early in the development of this Information Technology Plan, faculty and staff
participants at a Retreat called to address this subject responded to the need for a plan
with the suggestions noted in Appendix A of this Plan. In summary, the participants
strongly endorsed the need for an Information Technology Plan, emphasized the
importance of involvement of staff in the development of such a plan, admonished the
planners to be flexible, and cited the need for structure and organization.
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Consensus at the Retreat suggested that the District reject the notion of “no plan”
and proceed in an orderly way to develop a plan that will provide a structure and an
organizational climate that will encourage and facilitate the use of information technology
in both instruction and services. Of paramount importance in the development and
implementation of such a plan is the allocation of scarce resources. No organization has
unlimited resources, and in a multi-college district the allocation of resources is made more
complex by the principle of equity for students regardless of location.

Recognition of the problem of equitable distribution of scarce resources leads any
large organization to the principles of sharing and coordination. Fortunately, information
technology lends itself easily to the principle of sharing. Computer laboratories can be
shared by students from many departments; centrally located main frames can provide
services to all of the colleges; and distance learning can emanate from a central studio to
serve students in remote locations. Although never easy, proper planning should enhance
and expedite the principle of sharing.

Coordination of the development and use of information technology, although useful
and necessary, is never easy in a college environment. To some people, coordination
means control, and control threatens creativity. Coordination means bureaucratic stifling
to many people, and instead of expediting services, it looms as an obstacle.

However, for the management of any complex organization, coordination and
cooperation are necessary to insure orderly growth; to limit unnecessary duplication; to
provide equity for students and staff, and to maximize the use of limited resources.
Actually, in a college environment, coordination provides for control through consensus
rather than through inflexible regulations; coordination requires involvement; coordination
can and should_encourage flexibility and creativity; and coordination is a means for
insuring orderly development.

So, if the District rejects the concepts of “no plan,” and the idea of rigid regulation,
it will probably locate itself on the spectrum somewhere near the middle where
participative coordination is the guiding principle of planning. For this Information
Technology Plan for the Kern Community College District, consistent and determined
efforts have been and are being made to emphasize and encourage participation,
consensus management, and coordination. The rationale for this plan, therefore, is to
provide the structure and the organizational climate to encourage the orderly development
of information technology in the Kern Community College District emphasizing sharing and
coordination. '

o



B.  The Planning Process

During the summer of 1994, the Chancellor of the Kern Community College District
took the first steps to address the fact that the District had no comprehensive plan for the
development of information technology. In existence was a District-wide Management
Information System used almost exclusively for administration and services. At the
Colleges, efforts were being made to use information technology to augment and enhance
instruction, but these efforts were uneven, with Bakersfield College taking a sophisticated
and somewhat comprehensive approach, while the other two Colleges were doing less.

It was apparent that the development of information technology was expensive,
frequently led to duplication, and was markedly uneven in its services to students and staff.
It was also clear that information technology was able to provide access to information and
useful compilation of data at an ever increasing pace. Almost no agency or organization
was able to keep up with what came to be called “the state of the art.” Capabilities were
changing at a very rapid rate, standards were being up-graded by the industry in both
hardware and software, and it was plain that without a District-wide information technology
plan, the chances of making costly mistakes were high, and the development of
information technology in an inequitable and unstructured manner was almost certain.
There was strong feeling on the part of the Chancellor, the Board of Trustees, and staff at
the Colleges that an orderly, effective, and efficient development of information technology
required a comprehensive plan that would be developed in a participative manner and
thus have broad understanding and support. i

In July, 1994, the Chancellor, accompanied by appropriate staff visited the Maricopa
Community Colleges District in Arizona. This District had become a leader in the
development of information technology and it was felt that this would be a good
introduction to the issues to be faced. The mission of information technology,
organizational structure, and capabilities of the infrastructure were all discussed and/or
observed. The Maricopa District with ten colleges makes a centralized effort to manage
information technology, but with wide latitude for the member colleges. Although the
Maricopa District has been a leader in planning for and developing information technology,
it has not developed a written plan. Instead, it has developed a procedure for planning -
that is useful, but not a plan, per se. :

Following the Maricopa trip, the District contacted every multi-college community
college district in California to obtain information technology plans that may have been
developed. Responses were received from Foothill/DeAnza, Chabot/Las Positas, Coast,
and San Diego Districts. All of these college districts expressed the need for an
information technology plan, but none of them had developed a comprehensive plan.

The nearest approach to a real plan was made by the CSU System, published in
1991. This document defines information technology and notes the components of a

3-



comprehensive information technology plan.

The California Planning Commission for Educational Technology published its
Master Plan in April 1992. This is a useful resource document but falls short of being a
plan.

After.this review of help that might be obtained from other colleges, it was decided
to bring selected staff together in a two day Retreat to address issues relating to
information technology, and particularly in planning for IT. This Retreat took place on
September 22 and 23, 1994, with Jan Baltzer of the Maricopa District acting as facilitator.
About 65 staff members participated in the Retreat representing facuity, staff,
administrators, and Trustees. Purposes of the Retreat are set forth in Appendix B. In
summary, the Retreat was designed to generate interest in IT, present examples of efforts
being made using IT, and to define the components of a District IT Plan. ‘

Following the Retreat, summaries of the various group sessions were compiled and
mailed out to the participants. These summaries included seven mission statements
developed by the groups as well as a compilation of the suggested components of an IT
Plan. p

The Retreat provided the impetus to proceed with District-wide planning for IT
through the appointment in October, 1994 of an Information Technology Task Force
composed of District and college personnel. Appendix C notes the membership of this
Task Force (ITTF), and also the “charge” made to it by the Chancellor of the District. In
summary, this “charge” asked ITTF to provide the leadership for developing a Kern
Community College District Information Technology Plan and spelled out some of the
specific tasks being assigned.

The Information Technology Task Force began meeting in November, 1994, and
has met on a monthly basis through June, 1996. To address the “charge,” it has
sometimes been necessary to form sub-committees and augment these sub-committees
with knowledgeable people from the District/Colleges. In the course of 1995-1996, ITTF
developed the following documents which have become integral to the KCCD Information
Technology Plan presented here.

Mission Statement

Guiding Principles

Surveys of Students and Employees

Organizational Structure for Information Technology
Infrastructure Schematics and Standards

Computer Use Policies

Distance Education and Video Conferencing
Financing the Plan

L 2K 2K X 2K 2K 2% 2% 4
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2 Evaluation of the Plan «

As the above documents were developed, drafts were submitted to ITTF, to the
College Information Technology Committees, and frequently to the Chancellor's Cabinet.
In most instances there were many drafts developed as the participative approach
unfolded. The procedure used, and the resuiting changes suggests that this Plan will be
a dynamic, often changing document. However, a written Plan also requires that the
District follow its own Plan, and that changes will only be made after due process.

C. ThePlan

The Kem Community College Information Technology Plan is outlined in the Table
of Contents of this Plan. As indicated earlier, this Plan will be submitted to the Chancellor
for approval by June 30, 1996. It is the intention of ITTF that the Plan be a starting point.
Circumstances will change requiring changes in the Plan. Information Technology is a
highly dynamic enterprise that will force changes. Experience will suggest changes.
Resources available will have their impact on change. And the evaluation system
suggested will bring about needed changes.

The Information Technology Plan as set forth in this document provides the
organizational structure, the assignment of duties, the infrastructure, and the philosophic
environment that should permit the Kern community College District to proceed in an
orderly manner to develop information technology to enhance student learning, serve the
faculty, and provide the administrative services necessary to an organization of the size
and complexity of the Kern Community College District.
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Information Technology

Executive Summary

In the pages which follow, the Information Technology Plan for the Kern Community
College is set forth. This plan includes the elements of a strategic plan, leaving the
specific details to the groups that are empowered to implement the Plan. Underlying all
aspects of the Plan is a commitment to on-going evaluation and resultant change in an
orderly manner.

In developing this Plan, consistent efforts have been made to provide equity for the
three Colleges of the District, and still encourage and support creativity. In the world of
information technology change appears to be a constant. Therefore, the organizational
structure and climate have to be geared to considering the need for change, and
implementing change with an orderly and consensual approach.

From the very beginning in the development of this Plan, efforts have been made
to implement the principle of sharing. The cost of a comprehensive and current .
information technology system is too great to permit unnecessary duplication. Also,
information technology lends itself to sharing since communication can be instantaneous
thus overcoming some of the limitations of location and time.

To actually share information technology capabilities requires a certain level of
coordination which tends toward centralization. To overcome the weakness inherent in
centralization, efforts have been made to create an organizational structure and climate
that is consensual in nature. For example, the two District-wide Information Technology
Committees, Administration and Instructional, are heavily weighted in membership with
representatives from the Colleges. In the case of the Administrative Technology
committee, four out of seven members are sent by the Colleges. With Instructional
Technology, eleven out of fourteen members are from the Colleges. These two District-
wide groups are charged with implementing this strategic Plan, and developing their own
tactical plans for dealing with needs, problems, and execution. There will be a thrust in
the direction of sharing and coordination, but the approach will be consensual.

The Mission Statement provides the general philosophic framework for the
continuing development and implementation of this Plan. The Guiding Principles more
specifically establish the “road signs” for development and implementation.

As the various components of this Plan were drafted, modified, and finally adopted,

frequent reference was made to the results of the Surveys of students and employees.
These Surveys were made and reported in the Spring of 1995. They provide the

-6-
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benchmarks of where the District/Colleges were at that time with respect to the
development of information technology services to students and staff. A summary of
student and staff responses can be found in the section of the Plan entitled Surveys. It is
anticipated that there will be a need, from time-to-time, to go back to the students and staff
to determine strengths and weaknesses of the effort to develop a viable system of
information technology to meet their continuing and probably changing needs.

At the heart of this Plan is the Organizational Structure which sets forth a system
for implementation and addressing problems and issues that is consensual in nature. A
structure is created, including categories of membership on the two district-wide
information Technology Committees, and their “charges,” as well as a written commitment
to a two-way street of communication. The job descriptions of the two District Directors are
noted which emphasize the continuing involvement of staff as well as evaluation leading
to probable change.

Complex organizations do not run along smoothly without differences requiring
adjudication. The organizational model for this Plan recognizes this reality by placing the
two District Directors on both of the District-wide Information Technology Committees.
Differences that cannot be ironed out at that level will be referred to the Chancellor's
Cabinet for adjudication. It is the intention of this Plan that the Cabinet only be burdened
with policy level issues, and/or major procedural questions.

The Organizational structure and environment proposed in this Plan calls for the
sharing of personnel. It is the intention to add technically trained staff who will serve the
entire District. This is already the case with respect to Administrative Technology
Services. As Instructional Technology Services are developed, staff will be assigned on
a District-wide basis, reporting to the District Director of Instructional Technology. Where
these staff members are located will be decided on the basis of need, available facilities
and equipment, and efficient operation. In the vast majority of instances the Instructional
Technology staff will be located on the College campuses.

in decision making, Colleges live in the world of consensus. This is not the easy
way to set direction and settle issues. It is time consuming and tension producing, but it
is the historical approach used by colleges to reach decisions. It goes without saying,
perhaps, that decisions have to be reached. Complex organizations do no prosper, or
even survive, in the absence of firm and timely decisions. So - the Information Technology
Committees are charged with meeting needs and settling problems in a firm and timely
manner using a consensual approach. Failing that, the Chancellor with the help of the
Cabinet will make the final call. Due process - YES; lack of direction - No!

The development of information technology cannot procéed in a timely and effective
manner without a high quality and regularly maintained infrastructure. This Plan sets forth
the need for an improved infrastructure citing schematics and standards. In a District that

-7-
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stretches from Porterville south thru Bakersfield and east to Inyo and Mono Counties the
need for an effective telecommunication system is paramount.

The infrastructure is an important component of this Plan which is changing, almost
from day-to-day. The schematics note the existing backbone as well as proposed
equipment and cabling. As this Plan is printed and distributed, the infrastructure
schematics have already changed. More changes are proposed. And many more
changes will be developed and implemented as new needs arise and as the technology
changes. This infrastructure, as everyone will agree, is expensive, and the Plan calls for
sharing insofar as this is appropriate. Powerful, centrally located, facilities and equipment
can be shared by all. On the other hand, duplication of some facilities and equipment at
all three colleges is necessary. As this Plan is implemented, many decisions related to the
infrastructure will have to be made, implemented, and financed.

With great difficulty and with much discussion and re-drafting, standards for the
infrastructure were developed and adopted. These standards are to be implemented
District-wide, with built-in machinery for considering requests for exceptions. It is the
intention of this Plan to establish a system for acquiring and installing infrastructure
components that meet the tests of compatibility, quality control, and reliability of
performance. As experience is gained, and as industry capabilities change, these
standards will have to be re-examined and evaluated on a continuing basis.

The geographic size of the District suggests that Distance Education will become
an important mode of delivering instructional services. The Plan notes the rationale for
providing Distance Education, the modes of the delivery system, as well as current status
and future applications.

Video conferencing facilities and equipment are described in the Plan, with a
timetable for implementation. These Video Conferencing capabilities will provide for some
Distance Education transmissions on a limited scale, but are mainly to be used for group
meetings and even individual communications. The system has counseling capabilities,
but will mainly be used for group meetings aimed at reducing time currently spent in travel.
Facilities for Video Conferencing will be provided at each College campus and at the
District. :

The Plan addresses the need for policies related to computer uses. These “do’s
and don't's” are designed to give the Colleges a basis for imposing sanctions for the mis-
use or abuse of the computer facilities provided. In the future it is anticipated that the
District will develop and implement Procedural Security Measures to protect the systems
and the data residing in them.

In the section on Financing Information Technology, attention is called to the high
cost of the program and the necessity for sharing and reducing unnecessary duplication.



Funding requirements are set forth as well as proposed funding sources. It is the intention
of this Plan that just as the District has organized and funded Administrative Technology,
so it should organize and fund Instructional Technology. This will require a commitment
by the District for providing adequate levels of financial support, for staying current, and
moving ahead with the development of Instructional Technology.

Set forth at the conclusion of the Plan is a commitment to both on-going and
periodic evaluation. Ten Criteria of Success are suggested against which impiementation
can be evaluated.

And - finally - this Plan is a beginning, not an end. Once adopted, this Plan will
provide the structure and the environment for the orderly development of Information
Technology. Representative groups are established to develop and monitor the Plan.
During the two years the Plan has been under development is has changed substantially.
So - it is anticipated that the Plan will continue to change as new needs surface and new
responses are required.

Following the principle of providing equitable services to students and staff in a
timely and efficient manner, and depending on the judgement and good will of the
professional staff, the implementation of this Plan should go forward in an effective and
timely manner.

16



MISSION STATEMENT



Information Technology

At the Information Technology Retreat held in September 1994, the Retreat
Facilitator asked eight groups to develop proposed Mission Statements to guide the
District in its development of an Information Technology Plan.

These Mission Statements were all presented at the Retreat. A common thread .
running through all of them was the need for an organizational structure to implement the
Information Technology Plan that was to be developed by the Kern Community College
District. Access to computers and training in their use were also frequently mentioned
needs that found their way into the Mission Statement.

From these eight Mission Statements, a First Draft was developed, sent out to the
65 Retreat participants for comment and suggestions, and from these responses Draft #2
was written by ITTF, the District Information Technology Task Force.

The Chancellor's Cabinet reviewed this document, suggested changes, and sent
it out to the Academic Senates for review and suggestions. Once these were received,
Draft #3 was developed, approved by the Chancellor's Cabinet and by the Board of
Trustees.

By March 1995 the Mission Statement, which follows in this Plan, had the approval
of ITTF, the Chancellor's Cabinet, the Academic Senates, and the Board of Trustees of the
Kern Community College District. This Mission Statement has been referred to frequently
in the development of this Information Technology Plan, and it is expected to guide the
District as the IT Plan is implemented and used.

-10-
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INFORMATION TECHNOLOGY

MISSION STATEMENT

GENERAL CHARGE:

The Kem Community College District and its member colleges will develop, provide, and maintain
a comprehensive information technology system which encourages and supports the use of information
technology for instruction, services to students, and for general administration.

Action Plan

To accomplish this Mission, the District will:

Approvéd by:

Provide and maintain a high quality, open architecture, service-based information
technology infrastructure, and inform the staff of its availability and capabilities.

Develop an on-going strategic planning process in information technology that will serve
the faculty, staff, community, and the institutions, including their extensions, and which will
include specific objectives, activities, and time-frame.

Provide the organizational structure and functions to ensure an orderly and economically
sound development of the uses of information technology in instruction and other
educational services.

Provide a system of on-going training of faculty and staff in the capabilities of the
information technology infrastructure, and in the many uses of information technology to
enhance leaming and services.

Secure and allocate financial resources for the development of information technology,
thereby encouraging and supporting creative efforts in this field.

Encourage alternative modes of organizing for instruction and services consistent with
educational quality, making allowances for the time and talent commitment of faculty and
staff in the development and implementation of new delivery systems.

Cooperate with business and industry and other community agencies in providing and
gaining access to information in a two-way exchange.

Develop and implement distance leaming, consistent with educational quality, which may
include telecourses, multimedia, computers, interactive systems, and emerging
technologies.

Emphasize that there are many successful modes of providing high quality instruction and
services, and that the expanding use of information technology as a tool for these purposes
is simply one of these.

-~

Chancellors Cabinet - October 11, 1994
Information Technology Task Force - November 29, 1994
Academic Senates - February 15, 1995
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Information Technology

As the Information Technology Plan of the Kern Community College District is
developed and impiemented, staff should be guided by a set of agreed upon principles.
Experience with and evaluation of the Plan will probably suggest changes, and as these
changes are considered it is prudent to have agreed upon principles that will provide
guidance. '

The District Infformation Technology Task Force (ITTF) set about developing these
Principles shortly after the Technology Retreat heid in September, 1994. At the Retreat
many participants identified the need to develop Guiding Principles for IT, and suggestions
were made with respect to actual wording for the Principles.

ITTF started with these suggestions, reviewed principles developed by the Maricopa
District, the University of California and the CSUC System, and by May of 1995, had
developed the first draft of Guiding Principles. In October 1995 these Principles were put
in final draft form and recommended to the Chancellor for consideration. Since that date,
the Chancellors Cabinet and the College IT Committees have reviewed the draft, changes
have been suggested and made, and on March 26, 1996 the Information Technology
Guiding Principles which follow were adopted by the Chancellors Cabinet.

-12-




Information Technology

Guiding Principles

Preface

Information Technology, as used in these Guiding Principles, refers to all

communications technologies including, but not limited to, voice, data, and video used to
enhance student learning and services, support the productivity of faculty and staff, and
contribute to management effectiveness. These Principles refer to responsibilities that rest
with both the District and the Colleges.

To guide the Kern Community College District and its member Colleges in planning

and implementation of information Technology, the following Principles are adopted:

1.

Information Technology will provide one of the means to enhance student learning
and deliver student services effectively and efficiently. '

Information Technology will be organized on a District-wide basis to provide
services to student, to instruction, to administration, and to the community.

Information Technology will be organized and will operate to emphasize and
implement the principles of sharing and coordination, and to limit unnecessary
duplication.

Information Technology will provide the hardware, software, and training for faculty
and staff that is required by them to effectively and efficiently perform their jobs.

Information Technology will promote the development of both instructional and
administrative technology.

Information Technology will be a facilitating service that promotes flexibility while
recognizing the need for District-wide goals.

Information Technology will provide the organization and commitment to engage in
continuing short-term and long-term planning.

Information Technology will establish clear communication channels for resolving
problems and for feedback to those being served.

-13-
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10.

11.

12.

13.

14.

15.

16.

17.

18.

Information Technology will serve libraries by computerizing access to information
that can be called up District-wide and beyond.

Information Technology will provide a comprehensive infrastructure to meet the
technical needs of the Colleges and the District.

Information Technology will provide the infrastructure and necessary training to
support altemative instructional delivery systems, computer augmented instruction,
distance education, and access to Internet.

Information Technology will establish a networking infrastructure which will, to the
extent feasible provide services to students, staff, and the community from off-
campus sites.

Information Technology will provide a reliable system of maintenance of its various
components, including trouble shooting in a timely manner, so that access will be
improved and down-time will be minimized.

Information Technology will use a participative process in the selection of hardware
and software architecture, applying District adopted infrastructure standards.

Information Technology will provide for periodic evaluation of hardware and
software systems, and develop a long-range plan to consider new industry
capabilities and to calendar for necessary replacements.

Information Technology will have operating budgets at both the District and College
levels.

Information Technology will establish contacts with other agencies, consortia,
foundation, et. al., for purposes of coordination and assistance in its efforts to
provide services.

Information Technology will continually evaluate and improve its own internal
processes and methods of providing services.

Approved by ITTF - October 16, 1995
Approved - Chancellor’s Cabinet - March 26, 1996
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SURVEYS

STUDENTS
FACULTY
STAFF
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Information Technology
Summary of Surveys

Introduction

At the Information Technology Retreat held in September 1994 which included 65
faculty and staff, the participants were asked to make recommendations regarding the next
steps in planning for information technology. Almost everyone cited the need for a survey
of students and staff that would give the District information related to current uses and
needs in the field of information technology. Two survey instruments were developed by
the Districts’ Information Technology Task Force (ITTF), one for students, and one for
employees. (See Appendix D for copies of the two survey instruments.)

In March 1995 the Student Survey form was mailed out to a randomly selected
group of 2100 students proportionately representative of the three colleges, including
evening students and students registered at the Centers. The student response of 594
was deemed an adequate sample. No effort was made to categorize students by day,
evening, units enrolled, age, sex, or any other classification. Student responses were
tabulated and analyzed by College as follows:

I Mailed | Received | Percent "
Bakersfield College 1200 333 28%
Cerro Coso College 500 168 | 34%
Porterville College 400 93 23%

Total 2100 594 28%

All employees of the District received an Employee Survey Form in March 1995.
There follows a tabulation of surveys mailed out and received.

Mailed | Received | Percent
Bakersfield College 857 353 41%
Cerro Coso College 350 177 51%
Porterville College 250 90 36%
District 37, 28 76%
Total 1494 648 43%
-15-




Since total returns from employees were at the 43% level, it was determined by
ITTF that this was an adequate sample of employees from which to draw reliable
conclusions.

Employees were divided into categories for purposes of tabulation analysis and
reports as follows.

Surveys Received
Faculty
Regular 189
Adjunct 180
Classified 235
Employees
Administrators ‘ 44
TOTAL 648
Student ey - Major Findinas

Although not included in the Appendix, a complete Report on Student Survey
Responses has been developed and circulated widely throughout the District. This Report
is a matter of record at the District Office.

Major findings from student responses that helped to guide in the development of
this Kern Community College District IT Plan are noted here as follows:

1. Two-thirds of Kern Community College District students use computers in
one or more of their college classes. Lack of training or lack of access are
the main reasons given for not using computers.

2. Over 50% of Kem Community College District students have a computer at
home, and half of those have a modem that permits access to college
computers.

3. Eighty percent of the students view access to computers as “very important”

in their college work. Only 2% say it is “not important.”

However, access is a very crucial issue with less than 30% of students
indicating they have “good” access to college computing facilities.

-16-
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4, Computer applications cited as most important by students relate to
keyboard skills and word processing, not to more sophisticated other uses.

5. Courses that teach about using computers get high marks, District-wide.

Likewise, with courses that use computers to help present the course
material, the ratings are very high.

6. About 80% of Kem community College District students support the concept
that every college student should be able to use a computer.

7. Students are very favorably disposed to the use of computers in providing
services such as telephone registration, in libraries, etc.

Student Comments

Each student responding to the Survey had numerous opportunities to make
comments, and large numbers took advantage of this. Student comments have been
widely circulated throughout the District and are a matter of record at the District Office.

A major thread running through most of the student comments relates to lack of
access. This, of course, impacts on planning for the future.

Another main theme is that the students who have experienced the presentation of
class materials using computers are very impressed with this mode. On the other hand,
42% of students District-wide have had no experience with this means of classroom
presentations. This indicates that the District/Colleges should do more in the development
of instructional technology.

Summary
For purposes of planning, students responding to the Survey provided important
data and perceptions that can be used to guide the Kern Community College District as

it develops the Plan for Information Technology, and as it evaluates the implementation
of this Plan.

-17-
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Faculty S - Maior Findi

All faculty, regular and adjunct, had the opportunity to respond to the Survey. There

follows a tabulation of Survey forms returned:

College Returmed "
Regular | Adjunct
Bakersfield College 115 88
Cerro Coso College 43 74
‘Porterville College 31 18
Total 189 180

Although not included in this Plan, a complete Report on Faculty Survey Responses

has been developed and circulated widely throughout the District. This Report is a matter
of record at the District Office. Major findings from faculty responses, both regular and
adjunct, that helped to guide in the development of this Plan are noted here as follows:

1.

Over two-thirds of regular faculty and one-half of adjunct faculty use a computer in
their assignments at the colleges.

Those responding in the negative with respect to using a computer at work most
frequently cited lack of access and lack of training as major reasons. These
reasons have great impact for planning in the field of information technology.

Overwhelmingly, faculty have computers at home (84%) and most of these (66%)
are compatible with those at work. Adjunct faculty are no different than regular
faculty in these regards.

Faculty know how to use wordprocessors and spreadsheets, and large numbers of
them make use of these applications.

With respect to further training in computer applications, the faculties commented
widely and in depth signifying the importance of regular training programs.

The faculties, like other employees, are quite familiar with telephone related
features. However, two-thirds depend on others with respect to more sophisticated
telephone applications.

There is widespread interest among the faculties for learning more about distance
education.

-18-
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6. About two-thirds of the faculties use computers in the preparation of course
material. Of those not using these applications, the major explanations given cite
lack of access and lack of training as the reasons. And, a very high number (84%)
want to learn more about using computers in the classroom.

7. Aithough a high number of faculty use computers in the preparation of class
material as noted above, a much lower percentage (20%) use electronic media for
classroom presentations.

Only about 2% say they are “not interested” in this mode of instruction. They cite
as their reasons for not using it as lack of training, and lack of hardware and
software. Actually about 50% say they want training immediately. There is, then,
widespread interest in learning about the new modes of instruction that relate to
information technology. '

Out of ten classroom applications for classroom teaching/learning the faculties in
significant numbers expressed an interest in all of them.

8. The faculties are also interested in learning more about computer related services
such as test generation, grade keeping, library access, Internet access, etc.

aculty Comments

As with the students, the faculties made voluminous comments related to the use
of computers in their work. These have been widely circulated throughout the District, and
have been used extensively in the planning process for information technology.

Faculty want access and they want training. They are willing to spend enormous
blocks of their own time in preparing for new modes of instruction which are computer
oriented. A common complaint relates to the lack of equipment. “Where is the computer
on my desk” was frequently voiced in the comment sections.

It is important for planners to keep in mind that many faculty stated the case for
“low-tech” instruction. There is a fear expressed by many that traditional and successful
modes of instruction will be too easily set aside in favor of the new ways. We are warned
by the faculty that careful planning should not overlook the “tried and true ways,” nor
unduly emphasize the role of the computer or other technologies in teaching/learning.

Summary

For the past 25 years, the Kern Community College District has developed and is
developing a sophisticated system of providing computer generated services. There has
not been a parallel development in instructional technology. The Survey bears this out,
and faculty responses and faculty comments call attention to this gap in emphasis. The
development of instructional technology is called for, so long as the District keeps in mind
the value of traditional modes of instruction.
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Classified Empl S  Maior Findi

As indicated earlier, 235 CIassnﬁed employees responded to the Survey Form as

follows.

Bakersfield College 125
Cerro Coso College 53
Porterville College 34
District Office : 23
Total 235

No effort was made to categorize Classified employees i.e., to indicate their type

of work.

Major findings from the Classified Employees responses that helped in the
development of the Kern Community College District IT Plan are noted here as follows:

1.

A large percentage (84%) of Classified employees use a computer at work,
and 58% have a computer at home. And -- of those with a computer at
home, 67% are compatible with the one at work.

In general, then, the Classified staff is computer literate and able to

participate fully in the expansion of computer uses.

Word processors are virtually a requirement in the work of three-fourths of
the Classified staff. Also, Classified employees are the major users of
spreadsheets.

The need for additional training in both spreadsheets and word processors
is emphasized by most Classified staff.

In addition to training with word processors and spreadsheets, Classified
employees mention training in d-base as a frequently expressed need.

Classified employees know how to use a wide variety of telephone functions,
but express particularly a need for training in the voice-mail area.

With respect to instructionally related functions of computers, the Classified
staff is knowledgeable enough to provide support services. However, the
need for and the willingness to get additional training in these areas is often
mentioned.

Classified staff assist the faculty and students in a very wide variety of
computer functions.
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Staff Comments

Staff comments were voluminous, have been widely circulated, and are a matter of
record at the District Office. Here, again, comments emphasize the need for access and
training.

Summary

For purposes of planning in the area of information technology, the Survey
illuminates the resources residing in the Classified staff which should be tapped as the
Kern Community College District develops its Information Technology Plan.

A Final Note on the Surveys

The Survey responses provide a snapshot of computer uses and needs among
students and staff in the Kern Community College District at a particular time (March,
1995). The data compiled from the survey responses can be and is being used in planning
for the future. The Survey gives us a pictures of a college community that is, in the main,
computer literate. The Surveys cite the need for better access and more training.
Employees emphasize their willingness to be properly trained. The staff provides an
enormous resource as the District goes forward with its IT planning and implementation.

Current students are computer literate, are eager to learn more about the many

uses of computers, and send us a strong message that the computer looms large in their
lives as students, and also in their plans for future study and employment.
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y—; 2100 CHESTER AVENUE
BAKERSFIELD, CA 93301-4099
A (805) 395-4100

. KERN COMMUNITY COLLEGE DISTRICT.

December 23, 1998

To: Chancellor's Cabinet
Administrators
Information Technology Sta}!s\

From: James C. Young, Chancell\
Subject: Reorganization of Information Technology

In August 1998, a small committee was formed, chaired by John Collins,
to evaluate the current organization for Information Technology, and to submit
recommendations for change.

In October 1998, this committee reported its findings and
recommendations to the Chancellor's Cabinet, where a few changes were made,
and the revised organizational structure and functions were adopted.

The major changes in the organizational plan for Information Technology
are as follows:

1. Employ an Assistant Chancellor for Information Technology.

2. Transfer the responsibility for Instructional Technology back to the
Colleges.

3. Define functions as centralized and decentrallzed

4. Create a single District-wide Information Technology Committee.

5. Provide an appropriate level of financial support as the new
organizational plan is implemented.

The new organizational structure for Information Technology requires a
substantial shift in personnel from the District to the Colleges. An Interim
Implementation Plan has been developed, and will be put in operation on
January 1, 1999. This Interim Plan will function until the new Assistant
Chancellor, Information Technology comes on board this Spring, and until the
transfer of personnel and other resources are complete.

Provided with this memorandum are copies of the revised chapter on
Organizational Structure for the District Information Technology Plan. These

JAMES C. YOUNG, CHANCELLOR

EMC BAKERSFIELD COLLEGE 1913 ® CERRO COSO COLLEGE 1974 » PORTERVILLE COLLEGE 1927
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pages, 22;42, should be inserted in existing Plans in lieu of the old chapter on
Organizational Structure.

Your attention is directed to pages 35, 36, and 36a where you will find
Assigned Functions, a Job Positions Table of Organization, and a Job Positions
Interim Implementation Table of Organization.

| have already appointed the Directors for the Infrastructure, Data Base
Administration, and Management Information Systems. They are respectively,
Carey Allen, David Palinsky, and Mike Budy.

| have asked John Collins to chair the District-wide Information
Technology Committee pending the employment of the Assistant Chancellor,
Information Technology. The search for this Assistant Chancellor is underway,
and a District-wide Screening Committee has been appointed to assist with the
selection of this administrator.

A great deal of thought, discussion, and involvement has gone into this
reorganization of Information Technology. As implementation takes place; as
new needs arise; and as changes are recommended to meet the changing needs
of information technology, the Assistant Chancellor, Information Technology,
working with the Information Technology Committee, will bring recommendations
to the Chancellor's Cabinet for consideration and decisions.

| believe the new plan for the reorganization of Information Technology is
worthy of the support of all of us who have responsibilities in this important phase
of our operations. Also, | fully expect everyone to work cooperatively and
positively in the implementation of this Plan.

Best wishes to all of you for the New Year!
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Information Technology

Organizational Structure

A. Introduction

At the heart of any plan for any purpose is an
organizational structure. Usually, plans are broad-brush
descriptions of goals and perhaps specific objectives, with an
organizational structure in place to get the job done. Inevitably
the implementation of plans leads to modification. The
dynamics of any effort produces the need for change. Things
seldom work out as originally envisaged. So the organization
that is set up to implement the plan must have the degrees of
freedom and the authority to effect change. -

After a two year trial period with an organizational
structure which featured a Director of Instructional Technology
Services and a Director of Administrative Technology Services,
each with its own committee, the Chancellor, on July 28, 1998
appointed a committee to review the Organizational Structure
for Information Technology, District-wide, and make
recommendations for change, as appropriate, to the
Chancellor's Cabinet. This has been accomplished and the
sections that follow reflect the Report of the Committee and the
adoption of the new structure by the Chancellor's Cabinet on
October 29, 1998. The replacement chapter, Organizational
Structure, for the Information Technology Plan of the Kern
Community College District is set forth in the following pages.

395
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B. Rationale for Change

1) The major weakness in the old Organizational Structure was
that Information Technology, District-wide, was divided into
Instructional Technology Services and Administrative
Technology Services with no single leader for all of
Information Technology.

To correct this weakness, Information Technology will be
organized as a single entity, with a District-wide leader who
will be responsible for managing, facilitating and coordinating
Information Technology District-wide.

With this configuration, communication will be improved,
duplication of efforts will be ameliorated, and accountability
will be fixed.

2) Consistent with the recommendation to have one
District-wide leader for Information Technology, a single
Information Technology Committee to consider District
issues and make recommendations with respect to
Information Technology is created.

As needs arise, ad hoc subcommittees may be formed to
consider specific issues and return to the Information
Technology Committee with recommendations.

3) Another fault in the old Organizational Structure was a lack
of control of Information Technology by campus-level
leaders at the Colleges, and a serious need to decentralize
certain components of Information Technology to the
campuses.

In the section of this chapter on Centralization and
Decentralization, specific steps are taken to delineate
functions between the District and the Colleges.

4) The current organizational structure for Information
Technology, with two directors, but no single administrator in
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charge has produced a level of tension and anxiety that is
not conducive to high productivity and harmony.

5) In stating the above rationale for change, the District
recognizes positive accomplishments during the first two
years of the current organizational structure. These
achievements are cited here to emphasize the value of
having an Information Technology Plan that calls for sharing
and coordination of efforts. Some of these successes follow:

a) The existence of a Plan for Information Technology
has had a positive influence; there has been a more
orderly approach to the development of Information
Technology.

b) The Colleges are in better communication with each
other, and there is an improved sharing of information
and practices taking place.

c) District-wide standards for Information Technology
have been developed, implemented, and changed as
needs arose.

d) There has been an improvement in the infrastructure
that serves Information Technology.

e) Issues such as Computer Use Policies and the
adoption of a single office suite for word processing
have been faced and resolved.

f) An Information Technology Security Plan has been
developed and adopted.

C. Centralization-Decentralization

1) Going back for at least 25 years the components of
Information Technology that relate to Administration have, in
general, been centralized at the District.

24 37



2) During this same period, until recently, Instructional
Technology had been a function of the Colleges as a part of
their regular instructional programs.

3) With the adoption of the Information Technology Plan in
1996, Instructional Technology was centralized at the District
with a Director and staff. Most of the personnel assigned to
this staff were located at the Colleges, but reported to the
District Director.

4) Before recommending a new Organizational Structure it is
prudent to categorize the major functions of Information
Technology with respect to centralization-decentralization.
These follow:

CENTRALIZED

Infrastructure

Telecommunications

Broadcast Engineering

Standards

District-wide Information Technology Committee
Security

Systems and Internet Administration
BANNER

Network Administration

Training

Data Base Administration

DECENTRALIZATION

Instructional Technology

Campus Information Technology Support
Audio Visual

On-line Courses

Campus Information Technology Committee
Distance Education — ITV*

Media Production™

*To serve all three Colleges through sharing and
coordination by the responsible Administrator at
Bakersfield College.
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' In this new Organizational Structure the Centralized
functions are assigned to the District and the Decentralized
functions are assigned to the Colleges. However, there is a
certain overlapping of these functions, e.g., infrastructure is
centralized as a District responsibility, but a substantial
portion of the infrastructure is on the college campuses.
Also, with respect to these delineations, BANNER as a
District responsibility will cut across many lines at both the
District and the Colleges. By the same token, Instructional
Technology is assigned to the Colleges, but sharing and
coordination in this area should take place through the
District-wide Information Technology Committee.

It is, therefore, expected that there will be a firm commitment
on the part of all participants to the sharing of ideas, plans,
facilities, and resources.

5) Proposals for changes in any of the elements or protocols of
Information Technology that have been assigned to the
District as “centralized” will be brought by the
Colleges/District to the District Information Technology
Committee for consideration and recommendation.

D. Leadership

1) This section of the Information Technology Plan focuses only

- on leadership at the District level. The Colleges will also
have their organizational structures and functions for
Information Technology.

2) This Plan for Reorganization recommends the establishment
of an Assistant Chancellor for Information Technology to
direct all District-level Information Technology services, and
to work through the District Information Technology
Committee to coordinate and support efforts being made by
the Colleges in the area of Information Technology.

3) At the District level there will be four major components of
Information Technology, each with a leader who reports
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directly to the Assistant Chancellor for Information
Technology. These subordinate areas are as follows:

Infrastructure

Applications

Data Base Administration

Management Information Systems (MIS)

4) As soon as this reorganization of Information Technology
Plan is adopted, the Colleges will be in a position to review
their respective organizations, identify leadership
responsibilities, and make it a matter of record where
responsibilities are assigned and accountability is
established. '

information Technology Committees will be established and
function at the College-level making recommendations to the
respective College administrations, and to the District
Information Technology Committee.

5) There will be a single District-wide information Technology
Committee whose General Charge, Functions, and
Composition are set forth below:

GENERAL CHARGE

The Information Technology Committee is a District-wide
committee representative of the Colleges/District and
chaired by the Assistant Chancelior, Information
Technology. This committee will consider and act upon
issues, concerns, policies, and procedures related to the
orderly development and implementation of Information
Technology District-wide. The Chair will work with a
sub-committee of representatives’ (3), one from each
College, to set the agenda for the meetings.
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FUNCTIONS

e Provide a forum, on a regular and on-going basis, for
the sharing of efforts and concerns of the
Colleges/District as these relate to Information
Technology, and make recommendations for
improvement of services.

¢ Monitor the implementation of the District’s Information
Technology Plan and recommend changes as
appropriate.

¢ Participate in the planning and implementation of a
program of in-service training related to Information
Technology.

e Consider and prioritize major operational changes that
relate to the delivery of instruction and services in the
area of Information Technology.

o Periodically review and evaluate the organizational
structure for Information Technology and recommend
changes to provide more efficient and effective
services. _ .

e Consider and make recommendations related to
standards for both hardware and software to be
adopted District-wide.

¢ Serve as the clearinghouse for the resolution of
problems arising out of the functioning of the
infrastructure, and make recommendations for change
as appropriate.

o Consider budgetary issues at the District and at the
three Colleges and make efforts to coordinate
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expenditures in order to provide the best services
affordable.

e Consider and make recommendations regarding any
proposed change to the elements or protocols of ,
Information Technology that have been assigned to the
district as “centralized, “ or to the Colleges as
“decentralized.”

COMPOSITION

e Three representatives from each of the three Colleges.

e Four representatives from the District, one of whom will
be the Assistant Chancellor and Chair.

6) The job description, responsibilities, and qualifications of the
Assistant Chancellor, Information Technology are set forth
below:

GENERAL RESPONSIBILITIES

The Assistant Chancellor, Information Technology, shall
be directly responsible to the Chancellor for the full
development and implementation of Information
Technology Services for the Colleges/District. Following
are examples of duties to be performed by the Assistant
Chancellor:

EXAMPLES OF DUTIES

¢ Chair the District-wide Information Technolo